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1. Executive Summary

The Federd Ministry of Education (MOE) is undertaking a visoning exercise designed to
delineate awiddy shared national understanding of what the education system will look
like, and how it will function, in the year 2025, such that every child will become a
responsible and highly productive citizen.

Thisvisoning exerciseis designed for completion in three mgor stages, each sage
developing the vison document further, culminating in the third stage where the find
vigon, Vision 2025, is presented. Vision 2025 is not an unattainable dream, for it will be
the product of a number of rigorous cost and financid andyses: Vision 2025 will be
financidly feasble.

With the findization of this document, Vision 2025: Discussion Document 2 (DD2), the
second stage of thisvisoning exerciseis completed. It reflects the feedback we dlicited
from many of you on Vision 2025: Discussion Document 1 (DD1). Accordingly, it
presents a more comprehensive vison than that which was presented in DD1.
Specificdly, if you will recal, a number of questions wereraised in DD1, questions that
were addressed in a series of Feedback Workshops that were conducted in late 2005.
Basic format of the document has been retained while the responses and answers to the
guestions raised in DD1 have been reflected under relevant sections here in DD2.

Inasmuch as the vison presented here is more complete and comprehensive than the one
presented in DD, it till spesksin generdities: it does not present a number of the details
that came out during the Feedback Workshops. There are two reasons for this. Thefirg is
that before we can settle on a particular detail, such as the number of teacherson a
particular rung of a career ladder, we need to know what the cost implications might be.
These cost implications will be examined during the next round of workshops scheduled

to begin in March, 2006. The second reason isthat many of the details need to be
discerned through rigorous research. The sanctions of an accountability system for, say, a
poor performing digtrict, have to reflect the best knowledge world wide.

In addition to presenting you with a more complete and comprehensive vison of the
education system in 2025, this document aso reacquaints you with the rationde behind
the entire vison exercise and an overview of the exercise itsdlf. Basic format of DD1 has
been retained while some additions have been made on the basis of the feedback received
from various stakeholders. It also points to numerous factors that drive cost and how we
will go about determining what we can, and cannot afford, in the way of Vision 2025.



2. Vision 2025 and its Rationale

“1f you don’t know where you are going, a step in any direction will get you there.”

Our exigting policy frameworks" contain a number of exceptiona goals and objectives,
indluding an improved qudity of dementary educatior’ and competence of teachers’, the
dimination of al types of disparities and imbaances in schooling?, and significantly
improved enrolment rates’. So why do we need avision? They dl contain dements of a
vigon. The visoning exercise is designed to flesh out those e ements/aspects of the
system to actualy make it work. Without avision, reform:

tendsto go off in multiple directions. “improved qudity of e ementary education” can
mean many things to many people;

tends not to be coordinated: if two donors understand “improved qudity of
elementary education” differently, they would be more inclined to compete than
coordinate;

tends not to be systemic: vison tells us how the eements of the “reformed” system
relate to each other, and therefore, how best to go about systemic reform; and
tends not to be demand-driven, without awidely shared understanding —widespread
ownership — of where various reform efforts should be heading, reform becomes
supply-driven (donor-driven).

A better-developed vison will dlow usto examine, dign, and unify our policiesand
plans. But to what end? Clearly, the answer to this question is high quaity education for
dl; an education that dlows every child in the country the opportunity to become

a citizen who can contribute significantly to what will largely be an information-
based globa economy;

acitizen who can act respongibly in civic society and alarger democrecy;
adtizen who isalifdong learner and capable of moving about within a complex
and ever-changing economic environmen;

adtizen who ismoraly upstanding; and

acitizen who is an effective problem solver, one who can think lateraly and so
apply his knowledge to new Stuations to come up with creative solutions.

That every child has the opportunity to become such amodel citizen requires (a)
classrooms where high-quality teaching and learning takes place on adaily bass; (b)
well-managed schools that can nurture these highly-effective classrooms; () engaged

! National Education Policy 1998-2010, Education Sector Reforms 2002-2006, Education For All-National
Plan of Action 2001-2015, Perspective Plan 2001-2011, Accelerating Economic Growth and Reducing
Poverty (PRSP), and the Local Government Devolution Plan 2000.

2 NEP Elementary Education, Policy Provisions 5.3.1.

3 NEP Elementary Education, Policy Provisions 5.3.4.

4 NEP Elementary Education, Policy Provisions 5.3.7.

®> NEP, ESR, EFA



communities that can champion theses schoals, cdlassrooms, and the high-qudity teaching
and learning that goes within them; (d) didrict, provincia, and nationa education
gpparatuses that ensure that these schoals, classrooms, and communities are available for
every child in the country; and (€) the resources necessary to pay for it all.

However, if we require al these things (a-€), we have to have some sense of what they all
look like and what we can afford. What' s needed, minimaly, in every classroom in order
to ensure that high-qudity teaching and learning takes place there on adaily basis? What
does high-quality teaching and learning look like? What' s necessary to ensure that it
takes place on adaily basis? What does awell managed school in which high-quadlity
teaching and learning takes place look like? What do these well-managed schools do?
How do they interact with the community? How do they interact with the districts? And
how do we ensure that al schools are so well-managed? What does an engaged
community look like? In what ways are they engaged such that they support the high-
quality teaching and learning that goesin these schools? What didtrict, provincid, and
federa apparatuses need to be put in place in order to develop and support these schools
and classrooms? What do they look like and how do they operate? Finally, what can we
afford, what must we afford at a minimum, if we wish for every child to become such
modd citizens?

We need to know what an affordable high-qudity education system for dl looks like so
that we can adjust our policy frameworks to ensure that they help us to move from where
we are now to where we redlly want to go, and devel op the strategic plans necessary to
aign, sequence, and otherwise orchestrate al devel opment efforts such that they help us
movein the direction we want to move: the redlizetion of Vision 2025.

3. The Process of Developing the Vision 2025 for Education

3.1 Introduction

A widdly owned and affordable nationa vision for education needs some time to develop.
The process must ensure collection of input from awide range of stakeholders and the
consolidation of these inputs into a series of progressvely refined vison documents. It
must aso ensure the evauation of the vison emerging on the basis of these inputsin
financid terms to ascertain its affordability.

In this section, the salient features of the process are highlighted. The section will

describe the preliminary stages, followed by an éaboration of the overarching vaues that
guide the development of vison in al these sages. A reflective reading of this document
isimportant to further this process of visioning that the MoE hasinitiated. To thisend, a
st of suggestions is provided to the reader toward the end of this section.

3.2 The process

The visoning process conssts of three stages. Each stage produces a document, and each
success ve document is an improved version of the earlier one, hence a step further
towards arefined vison for education in Pakistan in the year 2025. Given below isa
detailed description of the various stages dong with the associated time frames:



Stage | Initid Visoning Workshops resulting in Discussion | April -duly, 2005
Document 1.

Stagel | Feedback workshops on Discusson Document 1 | August,2005-
resulting in Discusson Document 2 [The document in | February, 2006
your handg].

Stage |1l Workshops to cost the vison resulting in the Fina | March-duly, 2006
Vision Document

3.2.1 Stage —April-July, 2005

The MOE, supported by the Education Sector Reforms Assistance Program (ESRA),
conducted a number of visoning exercises (April-May, 2005) designed to (a) get people
to understand and own the notion of avison: what avisonis, what it isnot, why avison
isimportant, and finaly how to go about crafting one; and (b) get people to craft the
beginnings of avison. Specificaly, the participants of these workshops were asked to
describe afully functiona dassroonvschool/community, and highly efficient ddivery
goparatus at didtrict, provincid, and nationa education levels with particular emphasison
planning, management, and professona devel opment.

The active paticigaion of stakeholders at the didtrict, provincid, and nationd levelsin
these workshops® generated awide range of ideas about the vison of system-wide
efficiency and learning in Pakistan in the year 2025. The documents generated by these
workshops were examined and consolidated into Vision 2025: Discussion Document
1(DD1), which was sent to every didrict office in the country, every provincial education
department, federd level stakeholders, and ahost of non-government, donor, public, and
private sector stakeholders throughout Pakistan. These stakeholders were asked to
submit comments to the MOE within a month’ s time of receiving DD1, and to prepare
themselves to participate in the Feedback Workshops that took place September, 2005.

3.2.2 Stage 2 — September, 2005 — February, 2006

A second series of workshops, the Feedback Workshops, was conducted (September,
2005) to alow the stakeholders to comment on, and/or respond to Vision 2025:
Discussion Document (1). In so doing, they further eaborated the vision that was
presented in DD1. The feedback from these visoning exercises was andyzed (October-
November, 2005) and put into a second discusson document: Vision 2025: Discussion
Document (2) (December 2005- February 2006). DD2, in turn, raises a number of
guestions. Some can only be addressed through rigorous research efforts that will be
undertaken over the course of the year. Others, those having to do with cost and
affordability, will be addressed in the upcoming Costing Workshops scheduled to begin
in March, 2006.

3.2.3 Stage 3—March-June, 2006

The Costing Workshops (March-April, 2006) will be supported by a demographicaly
driven enrolment, input, and cost projection policy options model to enable stakeholders
from around the country to examine the cost implications of avariety of scenarios or

® These workshops were conducted at the district, provincial and national levels.



policy options regarding the emerging vison. For instance, can Pakistan afford a Gross
Enrolment Rate (GER) of 110 per cent by the year 2025? If S0, what will awell-supplied
school look like? Will every child be Stting at adesk and chair or on amat? Will every
school have aboundary wall? How many children will, on average, be sitting in each
class, 25 or 50? All of these policy options, and a number of others, have budgetary and
cost implications. Given redistic assumptions about population growth, economic
growth, and the share of educationa expenditure in the GDP, the parameters of an
affordable education system will be examined. The information gathered from these
feedback and costing workshops will be used to prepare the fina vision document (June
2006).

The computerized mode that will be supporting these workshops will use the exiding
government data. This data has its shortcomings but it can till provide a very good sense
of what we can and cannot afford over time. A nationwide sample survey of schools and
aschool census are currently underway. These complementary exercises will yidd much
better data that we can use in support of Vision 2025. [0]As better—more reliable and
accurate—data becomes available from these exercises, our costing estimates will be
further refined.

3.3 Visioning Discussion Document 2 (DD2)

The document in your handsis Vision 2025: Discussion Document 2 (DD2), whichisa
culmination of both stage 1 and Stage 2 of the visioning process. Therefore, whileit isa
more comprehensive account of Vision 2025 than that which was presented in DD1, it is
not, as yet, the find vison. This section describes some of the limitations of this
document. It then depicts the values that underpin the entire visoning exercise. Findly, it
provides the reader with some useful comments on how to read the document.

3.3.1 Limitations

DD2 reflects the views of didrict education officids from every didrict in the country,
provincid education officers from every province, key stakeholders from every province
(e.g., teecher trainers, university leaders, NGOs, curriculum specidigts, etc.), and awide
range of nationd-level stakeholders including representatives from the MOE, GOP,
NGOs, donor community, parliament, etc. All told, over 1200 stakeholders have
participated in 24 stage-1 and 9 stage-2 visioning workshops. Inasmuch asthisis proving
to be one of the most participatory exercises carried out by the MOE, we fed that this
document is not, as yet, as widely owned asit needs to be. Accordingly, the MOE is
making it available for comment on our website: www.moe.gov.pk

DD2 isfocusng on those aspects of the system that will render it more accountable, more
efficient, and more equitable, dl of which have immediate and direct bearing on every
sector of the system. In order to keep it focused, tertiary education, pre-school education,
technica and vocationa schooling, and non-formal education have not been directly
addressed in DD 2. However, the issues of professiona development, SMICs, financia
flows, accountability etc. have a direct bearing on every sector and thus relevant to them
aswell. Moreover, the cost of each sector of the system will factor into the costing
workshops scheduled to begin in March, 2006.



Findly, we need to redize that avison is never fully atained. Circumstances change

over time’ and new needs® arise that may force us to change the projected vision. The
education system needs to grow and develop much like the people within it to respond to
the changing circumstances for which there has to be visoning as an ongoing exercise. In
addition visioning exercises are needed to be undertaken for the areas of education

system which have not been directly addressed in the present exercise. To thisend, Vision
2025 will need to be supported by a mechanism that revigtsit periodicaly in order to
update it in accordance with the changes in circumstances, knowledge, needs and
agpirations of the nation. This mechaniam is the Reform Support Unit that is now being
established in the MOE.

3.3.2 Overarching values guiding the visioning process

The entire visoning exercise is being guided by an overarching set of vaues. Thefirg is
that the entire education system needs to be oriented around learning, most criticaly,
classroom learning. Everything that everyone does--the Federal Minigter of Education, an
Executive Digrict Officer, or a Head Teacher--has to be geared to improve classroom
learning for dl students. If the education system wants more and more children to learn
more and more, thiskind of learning must take place within a system that isitsdlf a
learning organization.

The second overarching vaue is efficiency, in particular, the efficient use of vauable
resources. There are never enough resources to do everything we may want to do, which
tells us that resources have to be used wisdly so that the system ddlivers the goods it was
designed for.

The third is equity. Resources need to be channeled to those schools thet are in the most
need (they aso have to be channeled to those areas of the country that are in dire need of
schoals). Given a certain index that represents some minimum standard of provision,
many schoolsfdl below it: systems need to be put in place to ensure that fewer and fewer
schoolsfal below that index on an annud basis. We cannot continue to channed vauable
resources to aress that are aready above theindexX.

The lagt value is affordability. In order for the visoning process to be successful, the
vision needs to be affordable. Indeed, the assumptions we make over population growth,
economic growth, and education’s share in various government budgets may butt up
agang the margins, but if we treat them as redligtic assumptions, and adjust our vison
over time to the emerging redities, the gods may be entirely achievable.

3.3.3 Instructions for the readers

DD2 is being sent to government officidsin every digtrict and provincid education
office in the country: federa government officials, education experts and practitioners,

" Laptop computers could cost as little as 5000 rupeesin 10 yearstime.

8 For example, we may need to formalize ECE in 5 yearstime.

® In order to improve equity of provision, the Federal Government will extend grants through programs like
President’ s Education Sector Reforms Program (PESRP).



and the donor community, al of whom are being asked to read through the discusson
document paying particular attention to the next section, ‘ The Emerging Vison.’

Over the course of the next three to four weeks, you and your staff are requested to read
and discuss DD2. A number of questions are raised. Some can only be answered through
rigorous research; others will be addressed in the Costing Workshops. Y our generd
reactions to the document should be sent in to the MOE. In preparation for the Cogting
Workshops, you are asked to think about how best our education budget should be spent
if wewant it to yield the most classroom learning. In your experience, what are the most
important investments: textbooks, teachers, chairs, or boundary walls? And how much
money needs to be spent on adminigtration? These are complex issues for which we need
your best thinking. Y our ideas in this regard should be recorded.

Y ou are requested to nominate relevant persons to attend the next round of workshops
scheduled to begin in March-April, 2006. During these workshops, participants will share
their recorded ideas as we begin to cost the emerging vison. The outcome will find its
way into the find document, Vision 2025.




4. The Emerging Vision

4.1 What you should expect in this section

Wheat followsis the emerging vison of classrooms, schoals, and the didtrict, provincid,
and nationa education apparatuses that support them. Specificaly, we present the very
same vison that was put forth in DD1, together with the answers to the questions that
were asked after each aspect of the emerging vison: answers that were gathered from
both the Feedback Workshops and stakeholders' written responses to the MOE. We aso
ddineate the fundamenta aspects of the career ladders and accountability systems of our
emerging vison. In doing so, we raise a number of additiona questions, many of which
can only be answered by arigorous research exercise designed specificadly for that
purpose. These exercises will be initiated during the course of the year in an effort to
implement Vision 2025. Findly, we discuss the issue of codsts, the factors that driveit,
and the need to determine how best to spend it such that we get the most learning per
child for every rupee we spend. All questions and issues concerning the cost of the
emerging vison will be addressed in the Costing Workshops scheduled to take placein
March-April, 2006.

4.2 Emphases of learning and system wide efficiency

Before the reader embarks on the descriptions, it isimportant to realize that the basic
dructure of the system isfor the most part taken as a given: the Federa MOE, the
Provincid DOEsS, the Didtrict Education Offices, and the schools, are dl ill in place as
per our exigting policy frameworks. Our concern here is with making them al work as
efficiently as possible in support of classrooms in which high-qudity teaching and
learning goes on for every child. And so we emphasize those aspects that drive system
wide learning (with the am of trandforming our system into alearning organization) and
the efficient and effective use of scarce resources. We want to maximize the return on the
investment that we as a country are making in the education system. Every rupee spent
should in some way help bring about high-qudlity teaching and learning for dl. To the
extent that there are some structural anomalies in our exigting frameworks, anomdies that
gand in the way of system-wide learning and the efficient and effective use of scarce
resources, recommendations are made to effect a positive change.

4.3 The Emerging Vision of Classrooms

4.3.1 Classroomsin Pakistani public schoolsin the year 2025

By the year 2025, high-qudlity teaching and learning will be going on in every classroom.
Al dassrooms will support genuine learming™ and will, therefore, be sufficiently
equipped according to awiddy agreed upon minimum standards of provison. Pupil-
classratioswill not be higher than 25:1. Repetition and drop out rates will be minima
largely because of the high-qudity teaching and learning going on in every classroom.

10 By genuine learning we mean the kind of learning that enables children to gain full knowledge of the
subject, but also one that builds their capacity to use that knowledge in novel settings to solve problems.
Learning has to be about children applying the material being taught who then own and incorporateiit into
their being.



The dassroom will have awdl-trained and highly motivated teacher, an academic well
versed in the subject(s) ghe teaches, who is dso aprofessona educationist skilled ina
number of modern pedagogica techniques that foster inquiry, interaction, and problem
solving among al students regardless of their learning styles. Teachers will assess their
pupils on a continuous bagis, helping them to reflect on what they did right, what they did
wrong, and how they could best learn from their mistakes. The development needs of
such a professond will be met on aregular basis through access to a needs-based
professond development infrastructure.

4.3.2 Further delineation of the emerging vision of the classrooms

This emerging vison raises anumber of questions. For example, you can seethat it
gpesks of well-trained highly mativated teachers fadilitating genuine learning. These
wel-trained highly motivated teachers are not readily available at the present. These
teachers, as put forth in the emerging vison, are the product of the system as it would be
by the year 2025. There are still some aspects of the emerging vison that need detailed
working out, for instance, how to produce this quality of educationi<t.

= What aspects of the system, in your view, would ensure that teachers actively seek
out the training they need in order to better perform their duties as a professiond
educator?

Answer: The only way to ensure that teachers actively seek out the training they
need isto tie professional development to career advancement. Teachers must
take a certain battery of coursesin order for them to advance through the system.
Clearly, these courses™ should address the content knowledge and pedagogical
skillsteachers need in order to carry out their duties, given the type of teacher
they wish to become. To this end, the fundamental parameters of a career |adder
for teachers were discussed in the Feedback Workshops, the generd features of
which are delineated below (Section 4.7.1).

* Theemerging vison imagines teachers as maximizing children learning through a
variety of modern teaching techniques. Only ongoing and need-based professional
development can prepare teachers to do this. How would the system ensure that the
training these teachers get through on-going professona development isthetraining
that they actudly need?

Answer: Standards need to be established: learning standards (what every child
needs to know), performance standards (what every child needs to be able to do),
and behaviord/attitudina standards (what every child needs to be able to
demongtrate) for each grade in the system. Then, efforts need to be made to dign
the curriculum to the standards to ensure that the curriculum is such thet the
standards can be met. Then, professona development courses have to be created
to impart the content knowledge and skills needed to ensure that teachers are able

M The actual courses were not discussed; they would flow fromlearning standards, the aligned curriculum,
and the requirements of each teacher type.



to teach the curriculum such that the standards can be met for each and every
child. Should someone wish to become a mentor teacher, that person would aso
have to take the courses needed to be an effective mentor. Everyone will be
required to demongtrate the knowledge and skills needed to assume the
responsibilities and carry out the tasks of the type of teacher™ they wish to be:
one needs to do more than just participating in aprofessond development course,
they need to passit.

» Professond development makes sense only if it is gpplied in practice. How would the
system ensure that the training these teachers receiveis used in daily teaching-
learning interactions?

Answer: Everyone sad that teachers have to be held accountable; they not only
have to show up for class, they have to utilize the knowledge and skills they
acquire from various professona development programs on behaf of children
learning. The broad guidelines of ateacher accountability system are delineated
below (Section 4.8).

The vison imagines the teachers to be highly motivated to eiminate the present disma
state of teacher absenteeism. The questions to be asked are:

= How do you think the system will ensure that teachers remain highly motivated?
What means within the system can ensure that they are in school every day?

Answer: Teacherswill be highly motivated if (8) they are viewed as and act like
professionals (most professionds are highly motivated), (b) if they are held
accountable for results (if thereis a definite reward for good performance and a
definite sanction for continued poor performance), and (c) they are paid well
enough and have the opportunity to take on more and more responsibility through
career advancement. The feedback we received suggests that a career ladder and
an accountability system can, if designed correctly, address these two questions
adequately. Both are delineated below (Sections 4.7 and 4.8).

Comment: Findly, the emerging vison put forth here has a number of cost implications.
It speaks of awel-equipped classroom, pupil-class ratios no lower than 25-to-1,
drastically reduced drop out and repetition rates, and more quaified teachers who,
presumably, will be paid more. These cost implications will be assessed in the upcoming
Costing Workshops.

4.4 The Emerging Vision of Schools/Communities/SMCs

4.4.1 SchoolsyCommunitiesSM Csin the year 2025

These schools will be characterized by widespread learning, not just by the students, but
aso by the teachers, administrators, SMCs, and parents about their respective roles. Al
such learning will be directed toward improving student achievement. All schoolswill be

12 The different types of teachers are presented in the Career Ladder that is described in Section 4.7.1.



adequately equipped to foster such widespread and continuous learning. There will be no
schools without buildings, no one-teacher schools, no multi-grade teaching'®. Every
schoal in need of aboundary wal will have one, and there will be a sufficient number of
toilets. Each school will have dectricity and access to running water.

Teacherswill interact with other teachers from within the school and from neighbouring
schoolsin order to learn from each other’ s experiences and knowledge. Head Teachers
will be trained professonas chosen from a cadre of professonasin educationd
adminigtration and management. To become a Head Teacher (or any other higher-leve
education administrator), teachers will be required to pass a set number of accredited
professiona development courses that prepare them for the position being pursued (for
example, Head Teacher, Learning Coordinator, ADO, etc.). Accordingly, professiona
development and career advancement as an education administrator will be
interconnected. The changing needs of professona development for school
adminigtrators will be met by ng a needs-based professona devel opment
infrastructure. All staff will be hired, promoted, and retained on the basis of qudifications
and performance,

The overdl wel being of the schoal will be in the hands of the SMC, members of which
will be wdl trained to carry out their particular roles and responghilities. The Head
Teacher will regularly report to the SMC.

Ongoing school improvement will be driven by the development and implementation of
School Improvement Plans (SIP). Schools and school communitiesin an open, highly
participatory, and well-informed manner will develop these plans regularly. Thiswill
ensure that the plans and the decisions leading up to them (e.g., setting priorities,
weighing the relative importance of various needs, and assessing and making tradeoffs)
are widely owned and reflect the best information and knowledge available. Feedback on
school improvement, school performance, and schoal finance will be done on aregular
basis before the SMC. This process will be ingtitutionaized.

There will be sufficient funds to run the school and to drive ameaningful school
improvement programme. The SIPswill be an essentid part of arationa budgeting
process that will trigger the resources needed to implement them. This does not mean that
each school will get dl the fundsit needs dl the time, but that every school can expect to
get enough to run the school and achieve school improvement. All fundswill flow ina
timey mamer.

Each school will be well managed with the mechanismsin place to ensure that dl of the
resources available to the school--teachers, adminigtrators, materias and equipment,
money, community support--are used efficiently and effectively toward improved student
achievement.

13 That there will be no one teacher schools and no multi-grade teaching was an aspect of the vision that
was put forthin DD1. That some of our population livesin very remote rural areas, and continue to do so in
the 2025, strongly suggests that a certain percentage of our schoolswill still have to be one-teacher schools
where multi-grade teaching goes on. Needed are the mechanisms that ensure that high-quality teaching and
learning takes place even under these circumstances. These will have to be examined.



Schools will have performance standards: a certain percentage of the students must pass
sandardized exams at the end of the academic year. Those schools that perform well will
be acknowledged and those that don’t will be targeted for higher-level support (coming
from the Tehgl or Didrict) that will facilitate the reflection and learning needed to
improve overdl school performance.

4.4.2 Further delineation of the emerging vision

Y ou have just read a description of what schools/SMCs/communities will ook like and
how they will function in the year 2025. It is an emerging vison: it needs to be further
elaborated. It isenvisoned that dl School Improvement Plans and the decisions leading
up to their development (setting priorities and making tradeoffs) will be well informed
and widely owned.

= Describe the mechanisms needed to ensure that these decisions and plans are well
informed.

Answer: We can safdy assumethat dl schools will be dectrified by the year
2025 and so we can safely say that each will have at least one computer. With
that computer, we can say that dl schools will be eectronicaly linked to a robust
Nationd Education Management Information System, one that facilitates the
multidirectiond (vertical and laterd) flow of relevant information to and from
various nodes within the system. This, however, does not address dl of the
informationa needs of the school. To the extent that school-level stakeholders
need to know of the successes and failures of other schools, and best practices
from beyond, a cadre of professona change agents was proposed. These change
agents would be education experts responsible for catayzing the on-going
improvement of a set number of schools (~10-20 depending in the Size and
distance between each schoal): they would help mobilize communities around
school improvement, and support them in the preparation and implementation of
school improvement plans. As education experts working with other schools, they
could eeslly facilitate the latera transfer of knowledge amongst the schools they
support. Were these change agents to meet regularly amongst themselves, the
lessons learned and best practices of schools beyond their own could easily be
shared aswell. And, with access to the internet, scholarly journals, research
indtitutes, and various project documents, these change agents can facilitate the
vertica transfer of knowledge and information, with best practices from afar
finding their way down to the level of the school and various problems found at
the school leve finding their way up to rdevant research indtitutes and/or
consultants. Decision-making, however, is not just informed by numerica data
and knowledge of lessons learned elsewhere, but aso by the perspectives and
opinions of each and every stakeholder at theloca level. Teachers, Head
Teachers, parents, and members of the community al have different interestsin
what goes on in the education sector; they aso have different perspectives and
opinions. In order to ensure that each group of stakeholders has a say and that

4 The Government plans to provide electricity to all villages by year 2007.



each can hear what the other has to say vis-a-vis aparticular issue a-hand,
workshop participants came to redlize that democratic forums were aviable
mechaniam for further informing various decison meking processes. Generdly
gpeeking a democratic forum was viewed as an inditutionaized means by which
stakeholders have the opportunity to share their views and perspectives on a
particular issue, to advocate for a particular action to be taken, to help further a
particular idea, and to learn from others. Union Councils, associations of SMICs or
other such democraticaly dected forums can be used for such consultation and
decision making. Further research is required to ddlineate the framework and cost
implications of such forums.

= Ddineate a school/community-level mechanism that will ensure that SIPs and the
decisons leading up to their development especidly those regarding priorities and
tradeoffs are widely owned. If the SIP devel opment process took placein a
community forum, would that ensure widespread ownership? If so, how would that
community forum operate? Would it be inditutiondized? How would the system
ensure that al stakeholders have a say and that their say is given serious
consderation?

Answer: Because the democratic forums that were just described engage dl
stakeholdersin, say, the development of a school improvement plan, they were
seen by the workshop participants as an ideal mechanism for engendering
widespread ownership of the plan, or whatever ese may be discussed therein.

It isadso envisoned that each school iswell managed: the mechanisms will bein placeto
ensure that al of the resources available to the school—teachers, adminigtrators,
materias and equipment, money, community support—are used efficiently and
effectively toward improved student outcomes.

= Describe the mechanisms needed to ensure that the school iswell managed, where the
resources are used efficiently and effectively toward improved student performance.

Answer: All agreed that schools need to be held accountable for utilizing there
resources in ways that bring about better and better learning for dl of its students
while at the same time improving the internd efficiency of the school (reducing
the drop out and repetition rates™). The general parameters of an accountability
system for schools are ddlineated below in Section 4.8.

Comment: Findly, the emerging vison put forth here has a number of cost implications.

It speaks of awell-equipped school, no more shelter-1ess schools, no more single teacher
schools, no more multi-grade teaching, and sufficient funds to achieve itslearning
objectives. It aso speaks of a cadre of change agents who not only have to be paid a

15 One can achieve better school-wide learning in percentage terms by forcing low-performing students to
drop out. By holding schools accountable for student achievement and decreased repetition and drop out,

we prevent this from happening.



sdlary but require an amnua operating budget in order to do their job. These cost
implications will be examined during the upcoming Costing Workshops.

4.5 The Emerging Vision of Education System

4.5.1Vision of the Education Systemsin the year 2025

A hierarchy of education systems (digtrict, province, and national) will support the
schools described in the previous section. Each of these levels will be characterized by
knowledge-based indiitutions where al personnd will be trained to run an education
system that supports and fogters genuine learning for dl children in every classroom.
Politically motivated transfers will be eiminated, and dl personnd will be hired,
promoted, and retained because of their qudification and performance. All personnd will
have access to a needs-based professond development infrastructure. Career
advancement will be linked, in part, to professond development: anyone wishing to
move up in the system will be required to pass a series of professonad development
courses from an accredited inditution.

Systemic improvement will be driven by the development and implementation of level-
specific (i.e., digtrict, province) Improvement Plans that are designed to improve the
qudlity levels of schoals, digtricts, and provinces that will receive resources based upon
needs tha are evident to maintain the minimum standards within given means and
resources. There will be mechanisms to periodicaly upgrade these minimum standards.
Accordingly, these Improvement Plans will aso reflect relevant portions of lower leve
Improvement Plans (i.e,, Digtrict Improvement Plans will, in large part, be aculmination
of School Improvement Plans prepared by the schoolsin that district). These plansand
the critical decisons leading up to them--priorities and tradeoffs--will be developedin a
way that ensures that they are widdy owned and well informed.

Comment: To the extent that local-level democratic forums were viewed asaviable
means of ensuring that school improvement plans were well informed and widely owned,
they were ds0 viewed as away of ensuring that higher level improvement plans were
well informed and widely owned. Accordingly, al Feedback Workshop participants saw
the merit of having democratic forums a the didtrict, provincia and nationd level. That
the views and opinions of “the local levd,” in particular, parents, need to be heard within
these higher-level forums, the notion of an Associations of SMCswas discussed. A
Didgtrict Association of SMCs would be comprised of a number of elected representatives
from the SMCs within the districts. They would have a seat at the Digtrict Forum. A
Provincid Association of SMCswould be comprised of anumber of representatives from
its Digtrict Associations of SMICs. They would have a seet at the Provincid Forum. The
same pattern would hold for a the nationd leve. The by-laws of these inditutions will
have to be devel oped.

Each leve within the larger education system will have arobust Education Management
Information System (EMIS), one that supports informationbased planning and the
efficient management of the education sysem. All datawill be relidble, accurate, relevant
and available on atimely bads. Education officias will report back regularly to education



stakeholders on systemic improvement in performance and finance. In this regard,
stakeholders will receive School, Didtrict, Provincia, and National Report Cards that
describe how funds for each school, department and district have been spent, how well
each school/system is performing, and how each school, department and level compares
to each other across a number of relevant performance and expenditure indicators.

Each department and leve of the education sector--schools, districts, provinces and
federd levels and their sub-departments--will be well managed, ensuring thet dll
resources--funds, materids, equipment, support services, personne--are gppropriately
spent for earmarked activitiesin atimely manner. There will be sufficient fundsto
manage each system effectively (and meet its learning outcomes targets) and to drive
meaningful system improvement.

The roles and responsibilities of the SMICs, the digtrict education structures, the
provincid education departments, and the national education system, will be clearly
defined and the digtribution of authority throughout the entire public education sector will
promote vaue for money vis-a-vis learning and system-wide efficiency. If adminidrative
efficiency requires that schools should hire their own support staff, then this will be the
case. If didricts need ready access to funds in order to finance the timely implementation
of their improvement plans, then those funds will bein adigtrict bank account.
Responghility and authority will go hand in hand, and dl will be hed accountable for
performance.

4.5.2 Further ddineation of the emerging vison

People throughout the system, including teachers, will be sdlected, promoted, and
retained on the basis of qudifications and performance. If thisisto be S0, the emerging
vigon assumes the presence of career ladders and effective performance appraisal
gysems as an integrd part of the system, since these e ements ensure that the promotion
of al gaff isbased upon qudification and merit.

In order for people to be promoted on the basis of qualification, there needs to be a career
ladder where each higher position (Teacher, Head Teacher, ADO, DO, and others)
require a better qudifications. skills acquired through the successful completion of

certain professiond development courses and, maybe, years of experience carrying out
certain responsibilities.

=  \What would a career ladder ook like for teachers?

Answer: See Section 4.7.1 for ageneral description of the career ladder for
teachers.

=  What would acareer ladder look like for educationa managers and administrators?

Answer: See Section 4.7.2 for agenera description of the career ladder for
managers and adminigtrators.



For people to be promoted on the basis of performance, you need an appraisal system

comprised of criteriafor every job within the system and the ways and means of

measuring or ng peopl€ s performance.

= What would a performance appraisal system look like for teachers, Head Teachers,
and various didtrict officias? Should they be assessed for how well they teach, or
how they run the school ? Or should they be assessed for how well their students
perform on end- of-grade exams?

Answer: See Section 4.8 for agenera description of an accountability system for
teachers and adminigtrators.

= What should happen if people don't perform?
Answer: See Section 4.8 for s discussion on how to ded with poor performance.

It is easy to say that the required resources will be spent where they are needed and that
they will be efficiently used to support system wide learning. Experience suggests that it
is much harder to ensure that this actualy happens, whether at the didtrict, provincid, or
netiond leve.

= Deélineate those aspects of the vison that ensure that much needed resources go where
they need to go and are spent in accordance with the development plans.

Answer: Workshop participants redized that resources will go where they are
most needed and spent in accordance with development plansif and only if
people are held accountable for doing so. Again, we ask you to examine the
accountability systems ddlineated below (Section 4.8).

It isenvisoned that dl four mgor levels of the system school/community, didtrict,
province, and nationd will operate in a collaborative, mutualy supporting, and highly
effective manner.

= How will such avision be achieved? What aspects of the present system need to be
abolished to achieve the vison? What aspects of the future vision need to be put in
place?

Answer: The workshop discussions tended to focus primarily on two magjor
issues. budgeting and finance, and paliticd interference, in particular, asit
pertains to the frequent transfer of personnd throughout the system.

With regard to budgeting and finance, stakeholders redized that it makeslittle
sense putting together a budget for, say, non-sdary recurrent expenditures, if in
the end, those potentia resources are lumped together in ablock grant that is
fought over in the assembly, the outcome of which could be a zero dlocation for
non-salary recurrent expenditures in education. Education resources, recurrent and
capital, have to be earmarked and transferred according to some formula or



mechanism that ensures that they go where they are supposed to go. They cannot
be lumped into a social sector block grant which is open for debate and
adjustments according to palitical expediency. The details of such an educationa
funding formula/mechanism will be examined during the Cogting Workshops.

Asfor the frequent transfer of educationa personne throughout the system,
workshop participants redized that thiswould be greetly curtailed if personnel
were hired and removed at the level at which they worked. A digtrict education
officer would not be easly transferred to another didtrict if that officer where
hired by the digtrict itself. A teacher could not be easily transferred to another
school if she were hired at the school level. Personnd mugt, for the most part™®,
be hired and removed at the leve at which they work. In order to safeguard the
chances of promotions for the teachers a tenure track system or possibility of a
larger pool of positions can be worked out subsequently.

In 2025, there will be sufficient funds to drive system wide improvement. Various levels
of the system (including schools) can expect to get much, if not dl, of what they budget

Elaborate upon those aspects of the vison that make this happen.

Answer: Thefirst aspect, which doesn't need much eaboration, is Smply enough
public sector resources to cover the costs of a qudity education system for dl.
Pakistan must come up with a minimum standard of provison—one that offersal
children the opportunity for areasonable qudity of education. This minimum
standard of provisonisn't just about the number of qualified teachers, textbooks,
desks, chairs, and pedagogical materials. There hasto be ample money to cover
the operating costs of support staff. If change agents are needed to help achieve
the gods set out in this vision, then they need the resources to carry out their
tasks. Without this fiscal commitment, Pakistan education sector will wallow asit
has done for the last thirty years. The second aspect was aready mentioned:
earmarked education funds distributed to lower levels of the system viaafunding
formula, driven largely by the number of students (and potentia students; there
are many out of school youth).

4.6 The Emerging Vision of Professional Development Infrastructure

4.6.1 Professional Development I nfrastructurein the year 2025

The emerging vison of professiona development is related to the visons dready
delineated in the previous sections. As mentioned earlier, if teachers and administrators
areto be hired, promoted, and retained on the basis of qudifications and performance,
then the system needs to implement both career ladders and effective and transparent
performance appraisal, or accountability, systems. With these in place, there will be a
ggnificant demand in place for ongoing needs-based professond development where

16 A's per the accountability system delineated here, if aschool or district performs poorly........



teachers and administrators will want to attend professiona development courses that
help them perform better and gain the qualifications necessary to advance in the system.

4.6.2 Further delineation of the emerging vision
With thisin mind, what would a professona development infrastructure look like?

= Reflect upon the following as you think about this aspect of the emerging vison.
When people talk about the ways and means of addressing the professiona
development needs of teachers and adminigtrators, they describe el aborate schemes
that involve various inditutions and professond support saff (i.e,, universties,
teacher training colleges, NGOs, master teachers, learning coordinators, mentors,
etc.). Yet, when you look at the country’s physicians, professors, engineers, and
lawyers, no such schemes are needed: they obtain the professional development they
need to do their jobs as best they can. Do teachers really need these elaborate
schemes, or can they be more like physicians? If so, how isthis possible?

Answer: Mos workshop participants redized thet if the sdary structure of the
career ladder were set “right,” and if teachers and administrators were held
accountable for producing results, and therefore, treated as professionals, they
would be willing to pay for professond development out of their own pockets
(many professionals do this around the world). This being the case, a professiona
development infrastructure would be nothing more e aborate than (a) accredited
inditutions offering the certified courses, (b) a career ladder, and, (c) objective
performance criteria (within an accountability system), dl of which are discussed
below in Sections 4.7 and 4.8.

4.7 Career Ladders

4.7.1 Basic Features and Conceptual Elements

A career ladder, be it for teachers or adminigtrators, is described by a number of
fundamenta dements:

The “types’ of personnd that define each rung of the ladder with Type 1 asthe
lowest (i.e., an entry level or temporary teacher) and Type 5, 6, or N asthe
highest, depending on how many rungs of the ladder there are (with N being the
highest rung). The more rungs on the ladder, the more opportunities there are to
advance. Each type of personnd would be defined by a detailed terms of
reference that describes what each person of that type is expected to do, how they
areto relate to others, etc.

The qudifications of each type, inclusve of such thingsaslevd of pre-service
training, professiona degrees, performance standards, minimum number of years
of sarvice, and performance on a requisite number of professona development
COUrSes.

The number of each type the system needs'wants (and can afford). The system
does not need 100% of its teachersto be, say, Master Teachers. Inthe firgt
ingtance, the system could not afford it. In the second instance, there will aways



be entry level teachers. The question, then, is what percentage of the teaching
force can be Master Teachers, or any other type of professional on these ladders.
The sdary and benefits associated with each type. This has to be high enough (at
some point) to attract the best people, encourage them to pay for their own
professond development, and offer them enough status within society, as say,
that of medica doctors and other professionals.

4.7.2 Career Ladder for Teachers
Six types of teachers were envisioned in the Feedback Workshops.

Provisona Teachers,
Teachers,

Senior Teachers,

Master Teachers,

Mentor Teachers, and
Master Mentor Teachers.

That they might al work at the Primary, Middle, Secondary, and Higher Secondary levels
of education means that there could be upwards of 24 different types of teachers
depending on how much, for example, the job requirements of, say, amiddle school
senior teacher differ from that of, say, a primary school senior teacher. Moreover, as one
moves up into middle, secondary, and higher secondary education, subject matter
gpecidization has to be conddered as wdl: to what extent, if any, might a higher
secondary physics master teacher “differ” from a higher secondary Urdu master teacher?
If one (i.e., the physicsteacher) isin short supply, their salaries could differ (athough
their basic pedagogica responghilities could remain the same); this would further
elaborate the career ladder. Findly, to the extent that we may want to entice more and
more good teachersinto the rura areas, the salaries of rural teachers (be they provisond,
senior, or master) may have to differ; does this condtitute yet another “type’ of teacher;

quite possibly so.

There are more issues to consider. Clearly, the career ladder has Provisiona Teacherson
the lowest rung of the ladder and Master Teachers on the highest rung of the ladder;
likewise, Master Mentor Teachers are higher than Mentor Teachers. What has yet to be
determined is the relative podition of the mentors to the nontmentors: is, for example, a
Master Mentor Teacher higher than a Master Teacher? Isa Mentor Teacher higher than a
Senior Teacher? Then, there isthe relative postion of primary, middle, secondary, and
higher secondary teechers: which if any should be higher? Many will argue that higher
secondary school teachers should be on a higher rung of the ladder than primary school
teachers (due to a perceived need for significantly higher qudifications), yet, common
knowledge tells us that primary school teachers are the most important with regard to a
sudent’ sintellectua development in that they are the ones who lay the foundeation for
such criticd “skills’ and “attitudes’ asintelectud curiogty, love of learning, ability to
work with others, reading comprehension, critica thinking, and basic intdlection. If the
career ladder forces dl of our best teachers to the upper levels of the system, primary
sudents will never develop the skills they need to succeed as students. An argument can



be made that our best primary school teachers need to remain at the primary level and the
career ladder needs to be designed in away that helps make this happen.

Then there isthe issue of qudifications. How qudified need each teacher type be? How
many years of post secondary education will it take to become a Provisiona Teacher?
Should we require al Magter Teachers to have a Ph.D.? And how many years of service,
with high qudity performance, should a Teacher have in order to become a Senior
Teacher? While there was a considerable amount of discussion around these and a host of
other related questions during the Feedback Workshops, they cannot be adequately
addressed without (a) rigorous research into career ladders around the world, and (b) the
ad of acomputerized mode that can help us measure teacher demand over the course of
the next 20 years, the relative proportion of the total teaching force for each teacher type
(given their proposed salaries), the flow of new teachersinto the system, teacher attrition,
and the requirements of bringing the existing teaching force onto the proposed career
ladder.

4.7.3 Career Ladder for Education Administrators

A career ladder of sorts dready exists for teachers and administrators: our best teachers
become Head Teachers, with the hope of possibly becoming a district adminigtrator, be it
aLearning Coordinator, Assistant Digtrict Officer Education, Executive Digtrict Officer
(Educetion) etc. The problem hereis that we lose our best teachers and gain some of our
worgt adminigirators. Vision 2025 rectifies this Stuation with a cadre of loca-leve
adminigtrators. Teachers can chose to become a Head Teacher and/or adigtrict officer of
some sort, but when they make that choice, they must first take and pass a battery of
courses amed at giving them the skills, knowledge, and mindset necessary to carry out
the tasks of the desired position. Moreover, these courses must be paid for by the
individud. The career ladder for locd level adminigtrators is comprised of

Head Teachers (Primary),

Head Teachers (Middle),

Head Teachers (Secondary and Higher Secondary),
Learning Coordinators,

Change Agents,

Assgant Digtrict Officers (Educetion),

Deputy Didrict Officers (Education),

Didtrict Officers (Education), and

Executive Didrict Officers (Education).

Many of the same kinds of questions raised about the teacher’ s career ladder have
goplication here. Theinternationd research is overwheming in support of what we dl
know from experience: great Head Teachers create great schools. They can raise funds,
get the community involved, hold teachers accountable, forge ateam that pursuesa
common god, etc. Should they be the lowest rung on the career ladder for
adminigrators? After all, the entire education system exists to support what goesonin
the school; don’t we want our best administrators there? And given what we said above
about the importance of primary education, laying the intellectud foundations for each



and every child, should aHead Teacher for Primary be lower than a Head Teacher for
Secondary? And what is the relative importance of a Learning Coordinator and a Deputy
Didrict Officer (Education)? Who needs more qualifications? Who deserves a higher
sdary? What should be the qudifications of an Executive Didrict Officer (Educeation)?
Need ghe have been a Deputy Didtrict Officer (Educetion) first? How many of each
administrator type do we need? Do we even want all of these positions; if we can't afford
the operating costs that enable many to do their jobs, should we not reconsider their
positions altogether ? Where do the Change Agents envisoned in this document fit in?
What should be each administrator type' s salary? And how might this career ladder mesh
with Provincid and Federd level adminigtrators, if a al? These questions can only be
adequatdly addressed through a specific research undertaking (looking into the relative
proportion of non-teachersin high-performing system elsewhere), and the help of a
computerized mode, one that can give us a sense of how many education adminigtrators
(non-teachers) we can afford over the course of the next 20 years.

4.8 Accountability Systems

4.8.1 Basic Features and Conceptual Elements

Fundamentdly, everyone in the system needs to be held accountable for doing the job
they are being paid to do: everyone must show up for work, teachers must teach,
adminigtrators must administer, support staff must support, etc. Moreover, everyone's
work must be viewed as supporting constantly improving classroom learning.
Accordingly, learning standards need to be established for each and every grade/class,
and performance standards, in particular the percentage of students receiving apassng
grade on an end-of- year/class exam that measures how much students learned vis-a-vis
those learning standards need to be established for each teacher, Head Teacher, School,
Didgrict Office, and Provincid Office in the country. Additiona—job specific—
performance standards a so need to be worked out for every “type’ of personnd
envisoned on the teacher and adminigtrator career ladders; only then can they be held
accountable.

Of concern hereisthe leve of the learning standard: what congtitutes a passing grade on
an end- of-year/class exam, and what percentage of students needs to achieve this passing
gradein order for usto be sure that our systemis producing quality education for dl? Is
70% good enough for a passing grade, and should 90% of al students achieve this
passing grade before we can say that ateacher has performed well? Should 90% of all
the students in a school achieve a passing grade of 70% on dl of its end-of-grade/class
exams before we can say that that school performed well? What percentage of students
needs to pass their end-of-grade/class exams in order for usto say that adigtrict
performed well? These and a host of related questions cannot be addressed without first
establishing the standards, and then seeing where our students currently stand relative to
those standards. If the learning standards that we establish for say, Grade 3, are X, and if
on apre-test that is given to al Grade 3-entering students 80% fal well below the
standard we set for Grade 2, then we cannot expect 90% of those Grade 3 studentsto
achieve a passing grade of 70% on their Grade 3 end-of-year exams.



Clearly, people cannot be held accountable for achieving specific performance sandards
if they are not given, or have, the wherewitha to do so. Learning Coordinators cannot be
held accountable for supporting the teaching staff of 20 schoalsif they do not have the
money to buy fud for their cars. Teachers who know little more than their students
cannot be held accountable for teaching them much more. And education personnd in
poorly resourced aress (i.e., schools, digtricts) cannot be held accountable for the same
performance standards as those who operate in well-resourced areas of the country:
dudentsin a shelter-less one-teacher school in rurd Baochistan cannot be expected to
perform as well as sudentsin a modd government school inthe ICT.

That such grossinequity of provision exists speaks to the need also to hold people
accountable for the rationa distribution of resources. Making this happen requires some
guiddinesin theform of a minimum standard of provision ablend of inputs that
guarantees each and every student a quality education'’. Questions abound, however:
what level of “qudity” carvshould™® the GOP guarantee for each and every student? What
blend of inputs can bring about thet level of quality? What can we afford for each and
every sudent? Theleve of qudity istied up with sandards. what do we as a country
want each and every child to know and be able to do, a a minimum? The blend of inputs
needed to bring about that level of quality dependsin large part on what we can afford,
but there are limits here. If al we can afford (as determined by past expendituresin
education) is not enough to be able to purchase ablend of inputs that can guarantee even
aminimum qudlity level, then we will have to determine what that blend is and find the
money to pay for it.

Once aminimum standard of provison is determined, a numerical index can be created.
Those schools that are rdaively well-resourced vis-a-vis the minimum standard of
provison will fal aove the index, those that are poorly resourced vis-a-visthe minimum
standard of provison will fal below the index. Digtricts can then be held accountable for
channelling relatively more resources to those schools below the index (on the basis of
need), and in so doing, move a certain percentage of those schools up to theindex on a
regular bass. A smilar index can be created to ensure that provinces give more
resources to those digtricts that are relatively under-resourced vis-a- visthe minimum
gtandard of provison. Again, thisforces needs based planning to take place, which is
how it should take place.

To hold people and entities (i.e., schools and districts) accountable, requires that the
authority to whom they are accountable reward those who do well (the reward could be
asinexpensve asthe lack of a sanction, but could take the form of acash award), and in
some way ded with those who don't perform well. With regard to the laiter, initidly,
support of some sort has to be given to, say, the teacher in need or the school where many
of its students are not achieving a passing grade. If, after anumber of rounds of support
performance is il sub-par, then sanctions have to be put in place.

17 \What we are guaranteeing is a minimum standard of quality for everyone. Should aschool be able to
provide a higher standard, fine.

18 What it should be able to afford can be premised on international norms vis-a-vis spending (% of total
public expenditure going to education, per capita spending, etc.).



It will take some time to develop and make these accountability systems operationd.
Quedtions have to be answered, issues resolved, and details worked out. The notion of
takeover isvexing. Serious research has to be undertaken to work out the details.
Nevertheless, we are committed to holding people and entities accountable. It isthe only
way to ensure that our resources are being used in such away that every child in the
country has the opportunity to become the kind of citizen we want them to be.

5 Affordability and the Costing Model

The cost implications of various aspects of the emerging vison have been raised
throughout this document. The overdl cost of education is driven by two things:
demographics—the number of children being educated; and unit cos—the average
amount of money that is spent per student. The number of students being educated is
driven by how many enter the system (5 and 6 year-olds, and left-outs) and how many
day in the system. If we as a country wish to educate dl of our children by the year 2025,
then more and more children will enter and stay in the system, raising overdl cods. If we
want dl of our children to have aqudity education, then the unit cost will rise over the
course of the next 20 years and so add to that increase in cost.

We are mordly bound to educate dl of our children: dl children have thet right, aright
enshrined in our Condtitution, the Universd Bill of Rightsfor Children to whichwe area
sgnatory. And so, we must look to two things: how much money we spend on education
and what we spend it on. Aswe increase tota public expenditure on education to 4% of
GDP, then the question becomes one of what to spend it on.

We need to increase both access and quaity. Accessisreatively easy: we need to build
more schools and classrooms (where they are most needed) and we need to rehabilitate
much of our existing infrastructure: we need classrooms that are conducive to learning.
Quadlity isamore vexing issue. What should we spend our money on to improve queity?
How high can the pupil-classroom ratio be before quaity sarts to wane (higher pupil-
class ratios mean that we need fewer teachers, al of whom have a cost associated with
them)? How much can we expect out teachers to teach (a greater workload trandates into
fewer teachers needed)? How much should we spend on teachers (assuming they show up
for cdlassand utilize their kills on behdf of student achievement)? How much needsto be
spent on textbooks, pedagogica materids, and other such items? Isadesk and chair a
better investment than a mat and a writing tablet? How important are fans? What inputs
yield the greatest amount of learning on a rupee-by-rupee basis? And what assumptions
can we make about the economy? How will it grow over the course of the next 20 years?
And, with agrowing population and our mora commitment to provide dl children a
quaity education, what will it cost to provide that education over the course of the next

20 years? These and a host of related questions will be the focus of the next round of
workshops: the Costing Workshops.

6 The Way Ahead

This document describes the sdlient fegtures of the emerging vison. A number of
questions are raised here. Some require serious research; research that will be initiated



over the course of thisyear in an effort to begin implementing Vision 2025. Some will be
addressed in the upcoming Costing Workshops. Y ou are asked to share your genera
impressions of the emerging vison by sending them to the MOE. Y ou are also asked to
ready your selves for the Cogting Workshops: how do we get vaue for money with
regard to qudity learning for al our children? We need your best thinking.

All submissions should be sent to Dr. S. Fayyaz Ahmad, Joint Education Advisor, Policy

and Planning Wing, Minigtry of Education, AEPAM Building, Tdeemi Chowk, G-8/2,
Idamabad.



